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Executive Summary

The purpose of this report is to analyse the models and theories used by organisations to develop the individuals that work for them. This report analyses some of the models that organisations use to motivate and engage employees, along with managing employee performance and development. 
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Introduction

This report will evaluate some of the models available to organisations that wish to develop the individuals they employ. The report will look at how Vroom’s Expectancy Theory and Maslow’s Hierarchy of Needs assist organisations with motivating employees and how using these models can help with the development of individuals.   

This report will look at the different variations of the performance management cycle and identify what they have in common. The report will also identify two theories that the majority of these cycles are based on, Vroom’s Expectancy Theory and Locke’s Goal Setting Theory.  

This report will research how important employee engagement is for organisations and the people they employee. Identifying which elements theorists believe employees require to become fully engaged.

This report will also look at different case studies where organisations have used these models and theories for the development of their employees and the benefits of their use.

The report will also include a personal development plan for a student studying at university, identifying six areas where the individual can develop and how this can be achieved. 



Main Findings

Motivation
Motivation is important to organisational success. When employees are motivated, they perform better. There are many motivational models organisations can use to motivate employees (Bancroft 2017). This report will look at two of these models, Vroom’s expectancy theory and Maslow’s Hierarchy of needs.

Vroom’s expectancy theory 
According to Suciu et al (2013) Vroom’s theory consists of three main parts: expectancy, instrumentality and valence. If employees believe that high level of effort will lead to high performance and that high performance will lead to the desired outcome, employees are more likely to be motivated (Lauby, 2005).



Maslow’s hierarchy of needs
According to Lauby (2005) Maslow believed that, individuals have five basic needs they strive to fulfil. When an individual satisfies a need, that need no longer motivates them, but having the opportunity to have the next need in the hierarchy met will motivate them. These needs are hierarchical, meaning an individual must satisfy the most basic need first before moving on. The needs are physiological, safety, social, esteem and self-actualization.

Maslow believes that to motivate an employee the organisation must give them an opportunity to meet their needs (Lauby 2005). Where as vroom believe that to motivate an employee the organisation must reward them (Suciu et el 2013).

According to Personnel Today (2018) in a survey conducted by Motivates Inc. motivation in the workplace has dropped by 11% in 2017 when compared to 2016, 29% of over two thousand people questioned said they were no longer motivated at work.

Performance management

The aim of performance management in an organisation is to help employees to maintain or improve their performance ensuring that the employee make a positive contribution to the objectives of the organisation. There are many tools organisations can use to manage the performance of employees, these include setting objectives, using performance appraisals and listening to the feedback given by the employee, introducing pay that is related to the performance of the employee and improving learning and development opportunities for employees.  Employees need to know what the organisations expects of them (CIPD, 2018).

Performance management cycle 

Performance management is a continuous cycle, there are many different variations of this cycle.  The most commonly used cycle version is by Michael Armstrong, this has four stages plan, act, track and review (Hearn, 2017). In a basic performance management cycle by Thehappymanager.com (2019) they suggest a cycle of plan, develop, perform and review, whereas the OPM.GOV (2019) suggest a cycle of planning, monitoring, developing, rating and rewarding.

One common stage of all these different variations is planning. OPM.GOV (2019) suggests It is key that organisations involve employees in the planning of expectations and goal setting, so that the employee can fully understand what they as an individual need to do to meet the objectives of the organisation. According to Thehappymanager.com (2019) this plan also needs to challenge employees development, while being achievable. The plan must also set out employees behavioural requirements and the alignment of the individuals priorities with that of the organisation. All parties need to commit to the plan that is set out. Prisms.com (2019) suggests that organisations also need to set out how employee performance will be measured in the planning stage, organisations will also find it useful to identify any gaps in skills that employee may have and devise a plan to help the employee overcome these. According to Georgia Tech (2019) the planning stage is the foundation of the whole cycle, all goals and objectives must be S.M.A.R.T this stands for specific, measurable, achievable, relevant and time based. 
Development is another common stage in the different performance management cycle Thehappymanager.com (2019) suggests that this stage is based on developing the expertise and potential of individuals working for the organisations. This stage should focus on and improve the skills and knowledge of all employees, managers need to identify any opportunities that arise and offer the employee support and coaching for them to reach individual goals. According to OPM.GOV (2019) to develop means to increase an individuals ability to perform, this can be done by offering the employee training opportunities, improving the work environment so that the individual can perform to their best ability, introducing new skills to the employee and giving them a higher level of responsibility where they can put the new skills learnt to use. OPM.GOV (2019) also suggest that development means that managers need to encourage, support and help individuals to keep up to date with any changes in the workplace. 

Tracking and monitoring stages are also present in most cycles OPM.GOV (2019) suggest that management need to measure the performance of employees and give ongoing feedback that will enable the employee to reach their goals, constantly monitoring will also help managers and employees to identify any issues and resolve them before the issue becomes a major problem. Mullins (2016) suggests that for managers to monitor employees accurately then good communication and feedback is required in a timely fashion. 

According to Thehappymanager.com (2019) review is the last stage in the majority of performance management cycles. Performance management reviews give both employer and employee the opportunity to discuss how well the goals set out in the planning stage have been met. Hearn (2018) suggests that managers need to make sure that reviews are more than just a tick box exercise they need to be constructive and meaningful. 

Thehappymanager.com (2019) suggests that the vast majority of performance management cycles are missing the most important stage, motivation. As we have already seen in this report motivation in the workplace is key to organisational success. Salaman (2005) cited by Agarwal (2011) suggests that there are two main theories that underlie the concept of performance management:

Goal setting theory
This theory was proposed in 1968 by Edwin Locke, the theory suggests that the goals set by an employee link to their performance as if the employee is able to meet these goals it will motivate them to perform. If the goals of an employee are not met the employee will either modify the goals to make them more achievable or improve their performance to meet the goals, by the employee improving performance they achieve the aims of the performance management system (Salaman et al, 2005). 

Expectancy theory
This theory was proposed in 1964 by Victor Vroom and is based on the belief that employees will modify their behaviour to a way that will lead them to attaining the goals they value. The expectation that future events can be influenced by the employees performance is the reason this theory underlies the performance management theory (Salaman et al, 2005, cited by Agarwal, 2011). 

Sika case study
Sika is a company that specializes in chemicals with headquarters in Switzerland. Over the last few years the company has acquired a number of other companies, many of these are based in the UK. One problem Sika faced was that these companies had a variety of different performance management systems in use. Many of these systems were based on line managers doing appraisals at the end of each year, leading to many issues with the managers workload and the uncertainty as to if any of the data gathered during these yearly reviews was used. Sika decided to design a new five-step performance management system that was to be implemented across all sites. The new five-step system consisted of diagnostic review, design and planning, pilot, implementation and evaluation.  The new performance management system is employee led and can take place as often as is necessary, this encourages employees and managers to have regular conversations. Employees and managers have joint ownership of the single-page document used in the review, this document is uploaded on to the companies HR management system and can be accessed at any time. This enables managers to support the employee with any needs, issues or concerns that arise throughout the year and not just once a year.

Employee Engagement 
Employee engagement is important to organisational success. When an employee is engaged, they are happier and will give their all to the organisation. This in turn will lead to increased productivity, loyalty and more importantly to completion of the organisational goals (Bryne 2015). 

Remo, 2012 suggests that following the economic crisis in 2007, it has become imperative for organisations to maintain an advantage over competitors. A key way for organisations to do this is to invest in and inspire employees to give their all to the organisation therefore, developing a responsible and committed workforce. Flint & Vinberg Hearn (2015) suggest that organisations need to see each employee as an individual, this is because no two people are the same. What one employee values will differ to the next, organisations need to understand this before they can fully engage everyone. 


According to Bersin (2015) to enable employees to fully engage with an organisation, they require five key elements. These are a meaningful workplace, management that is hands-on, a work environment that is positive, the opportunity to grow within the organisation and most importantly trust in the leadership of the organisation. Young (2018) suggests that in a study undertaken by Kahn in 1990, Kahn suggest for an employee to fully engage then three psychological conditions must be met, meaningfulness, safety and availability. 

Kappel (2018) suggests there are five ways in which organisations can encourage employee engagement

1. Onboarding and training 
Onboarding is the process that organisations take to help new employees integrate with the company and its culture, new employees need to know what is expected of them. getting this right will help the organisation with retention rates (Maurer, 2015). Constant training of new and existing employees will lead to a more effective workforce (Kappel, 2018). According to Akseli (2017) L’Oréal have a strategic unloading programme that it uses worldwide, developing an onboarding app to help newcomers understand the culture of the company. 

2. Set company goals
For organisations to become successful, they need to formulate a business plan that lists the companies goals and sets out what the company wants to accomplish. Organisations that want to reach these goals need to engage employees, this can be done by setting goals that are timed. This way employees have a time frame to work to and reaching these goals will encourage employee engagement.  Supercell who are a Finnish mobile gaming giant engaged employees from the start by discussing with them what goals they wanted to achieve (Akseli, 2017).

3. Acknowledge employees
Although acknowledging employee will not automatically engage them, not acknowledging them may lead them to feeling invisible and they will become disengaged. Sometimes just saying “Hello” or asking an employee “How are you?” is all that needs to be said, it shows the employee that management care. When an employee works harder and puts in more effort, acknowledging them by saying “Thank you” will empower the individual to work that bit harder next time (Kappel, 2018). This is supported by Vroom’s Expectancy Theory, not all rewards need to be pay or bonus related as long as the reward is meaningful (Suciu et al, 2013). Virgin who are a multi-industry organisation believe that listening to and having healthy conversations with employees leads to the employee feeling valued (Flint and Vinberg Hearn, 2015).

4. Focus on employee development
Many employees want to have the opportunity to grow in their career, they want the opportunity to develop new skills and to challenge themselves (Kappel, 2018). Organisations can help employees develop by introducing training opportunities, then giving the employee new tasks where they can use the skills learnt, will help employees to develop and feel that the organisation is investing in their future along with increasing employee engagement (Thehappymanager.com, 2019). Hotel group Hyatt focus on developing employees and promoting within giving they a high employee retention rate in an industry where employee turnover is high (Flint and Vinberg Hearn, 2015). 

5. Avoid micromanagement
Micromanaging can be damaging to an organisation, it can lower morale which can lead to a loss in productivity and disengaged workers. Telling employees exactly what they have to do and how they have to do it, can lead to the employee feeling like a robot. Letting employees have a little freedom in how they accomplish a task, will lead to higher levels of engagement (Kappel, 2018).




Personal Development Plan

A Personal Development Plan (PDP) is an individual action plan that sets out objectives the employee would like to reach via training or learning, allowing the employee to improve skills in line with the requirements of an organisation (Heery & Noon, 2008).  Personal Development Plans enable individuals to become more self-aware, it helps them to understand what they need to do to develop new skills and improve performance (Taker, 2015). Below is an example of a PDP for a student studying at university. 


								
Objectives
What do I want to be able to do
or do better?	Success criteria
How will I recognise success?
How will I review and measure my improvement?	Actions
What methods will I use to achieve my learning objectives?	Implementation
How will I practise and apply what I learn?
Complete assignments in plenty of time, without having to rush	Assignments completed on time, with no rushing and to a good standard 	Use a diary 	Complete practice assignments 	Ask lecturers if unsure about what is required 		 Manage time better.	Remove any distractions 	Make sure to understand what is required and when it is required	Be better organised
Improve presentation skills 	Give confident presentation without relying on notes	If group presentation, utilise software like Google Docs	Make a plan so everyone knows what they are doing 	Practice presentation numerous times	Practice in front of other people 	Record audio of presentation and replay it frequently 
Improve writing skills	Write assignments in the correct format with no spelling and grammatical mistakes	Websites 	Libraries for books on academic writing	Software	Read examples of reports and essays	Practice writing pieces of work	Proof read work several times before submitting 
Improve teamworking skills 	Work in a team effectively with minimal conflicts 	 Websites 	Review Tackman and Belbin theories 	Develop communication skills 	Develop listening skills
Improve sleeping pattern 	Not feeling so tired all the time 	Meditation apps	Essential oils 	Develop a set routine to follow at bedtime	Set a time to go to sleep and stick to it	Use essential oils and listen to claiming music 
Manage stress effectively 	Feeling clam and in control		Introduce exercise into daily routine 	Set achievable goals	Reduce caffeine intake	Eat a balanced diet 	Find a new hobby	At the end of each day write down 3 things that went well	Concentrate on the things that can be changed 	Be more active	Challenge oneself	Avoid unhealthy habits 	Try to be more positive 	Accept things that can not be changed






















Conclusion 

This report found that if organisations want employees that perform to a high level, the organisation needs to motivate (Bancroft, 2017) and engage all individuals that work for them (Bryne 2015). Suciu et el, (2013) suggested that organisations needed to reward employees in order for them to be motivated but according to Lauby (2005) organisation only need to give employees the opportunity to meet their needs suggested in Maslow’s Hierarchy.

Bryne (2015) suggested that engaged employees will have an increased level of productivity and be more loyal to the organisation. The development of employees is a major factor in this as investing in the future of employees will inspire them to be committed to furthering the goals of the organisation (Remo, 2012).

This report found that as suggested by CIPD, (2018) the old style of a yearly performance appraisal can be detrimental to the individual and the organisation as any issues may only be raised once a year. Armstrong cited by Hearn (2017) suggests that using a continuous cycle of performance management can be more beneficial as issues can be addressed if and when the arise. Continuous performance management is better for all concerned as organisations are able to set goals and ensure that employees understand what is expected of them. 

This report found that Personal Development Plans are a great way for individuals and the organisation to keep track the objectives the employee wishes to achieve, the plan can be used for many different goals, professionally or personally (Heery & Noon 2008). 
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